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Wiggle was founded in 1920 as a local bike shop in Portsmouth, UK, under the name Butler Cycles and changed its name to the current one and went online in 1999. Over the years, it has become one of the largest online stores in the world. There is a sports equipment retailer selling cycling, running, swimming and outdoor gear and clothing. Wiggle’s reputation grew in 2013 after sponsoring the successful UCI women's professional cycling team, Wiggle Honda, and Wiggle High5 Pro Cycling. In 2016, Wiggle and Chain response merged, making it the world's leading online cycling, running, and swimming equipment retailer. The online store operates in over 70 countries, in 10 languages and in 14 currencies. In December 2021, Wiggle merged with SSU! SSU - a group of specialized sports online stores. 2021 Wiggle employed about 670 people in Portsmouth, Newtownabbey, Belfast, and Wolverhampton. 
"Wiggle's mission is to make the world a fitter, healthier one, helping its growing community of fitness lovers discover more deeply what health and fitness mean to them" (Wiggle, 2023).
This report focuses on organizational culture. The first part will present the environmental factors that impact Wiggle's culture. A PESTLE analysis for external factors will be provided. The second part will present ethical behaviour among employees influences the culture of the Wiggle. Lewin's Three-Step Model and McKinsey 7s will be used for this part.
The third part will be presented barriers to the organization’s culture using Beer's Silent Barriers, and recommendations will be made. 
The entire report will be summarized. References will support all work.
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“Culture refers to the collective values and beliefs of a group of people who have something in common and, as a result, interact socially. Culture connotes a strong group process with prevailing values, vision, languages, assumptions, beliefs, and habits, which guide people or an organisation “(Intezari, 2018, s161). “Organisational culture is regarded as a set of assumptions, beliefs, values, customs, structures, norms, rules, traditions, and artefacts. More colloquially, culture is ‘how things are done around here’” (Smollan, 2009, s2). 
Speaking of culture, the common denominator is a man. Culture is created by and for man, which is why it is considered a social phenomenon (Alvesson, 2016). Every company has an organisational culture that can have unique characteristics (Rekogama, 2022). A pattern of shared values and beliefs that helps individuals understand how an organisation works and thus provides them with norms of behaviour within the organisation (Aktaş, 2011). “According to Schein (1992), the organisational culture is a key influential mechanism in transmitting values to employees and in influencing their daily organisational behaviour” (Palomino, 2011, s72)There are six central values in Wiggle, which are presented in the picture below.
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(Source: Wiggle,2023)

The organizational culture of the enterprise has many significant functions such as:
· employee integration;
· facilitating a better understanding of the company's goals and mission by its subordinates;
· stimulating employee engagement.
· unification of the language and method of communication in the organization;
· unification of methods and criteria for evaluating subordinates;
· mitigation of conflicts within the enterprise.


Internal and external factors influence the culture of an organisation. "Business organisations are not operated in a vacuum. A business organisation is described as an open system which interacts with its external environments symbiotically" (Otache, 2015, s527). The external environment controls organisations, but they can control how they respond to it. Organisational culture is created when an organisation adopts internal norms and behaviour models that allow the organisation to solve external problems. The external environment affects the organisation's culture because the company reacts to external factors - political, economic, social, technological, ecological, and legal. The external environment exerts intense internal pressures, blurring the line between the internal and external environment of the organisation (Gaile, 2013). Analytical tools such as PESTLE can be used to assess external factors affecting organisations (Intezari, 2018).  
The picture below shows the relationship between the business environment and business culture.
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(Source: Oba, 2019)


Factors include local and national environmental issues. A general environmental issue such as global warming and pollution is an environmental factor in the PESTLE analysis (Tan, 2012). Businesses should strive to create a green culture by spreading awareness about eliminating environmental risks and improving their understanding of environmental issues (Al-Swidi, 2021). Wiggle places great emphasis on protecting the environment. In the organisation's culture, tries to highlight the importance of the problem. One of the steps was to send customer invoices to e-mail, not to print and put them in packages. For employees, this change meant shorter packaging time and showed that the company was saving paper, which helps to protect the environment.
Another thing was to use cardboard boxes from deliveries and convert them into a filler for customer parcels. Previously, the company used foil balloons and replaced them with the recycled paper due to environmental protection. The next thing was to install chargers for electric cars in the parking lot. At first, the employees took it badly because the company's director had such a car, but after some time, employees who replaced the electric car could use the charger free of charge. In its culture, the company tries to show employees by actions that it is necessary to care for the environment. Environmental protection is also essential in social factories because, in society, there is a growing demand for products that bring the most benefits while drawing as little as possible from the natural world (Studocu, no date) Another element in social factors is the strong emphasis in social media on a healthy, active lifestyle - on a shapely, muscular body. Wiggle is a sports/cycling company that supports the sport. In the organisation's culture, the company wanted to encourage employees to follow the set trend by giving them up to 20% discount on purchases of sports products. Company also organised a competition for miles travelled on a bicycle and built gyms for employees on the company's premises.
Political and economic factors, such as the beginning of the global economic crisis in 2008, the prolonged recession, Brexit, the covid-19 pandemic, and the Russian-Ukrainian war, put organizations before significant challenges (Mitsakis, 2023). 
These difficult times have a significant impact on organizational culture. Last year in April, Wiggle’s employees got only a 2% raise, whereas in previous years, the raises were 10%. The company director explained the decision primarily after Brexit, shipping to the European Union countries significantly decreased because the cost of ordered goods by customs duty is higher, so the company's revenue is lower. The company has significantly increased its costs with the increase in energy prices. It was clearly stated that the company could not afford a bigger raise for employees in the current situation. This information significantly impacted the employees' involvement in their work. Although they understood the company's current situation, they were aware that the cost of their lives had also increased by more than 2%. However, over time, the company offered overtime hours, and employees willingly came to work to earn extra money, so employee involvement and motivation increased. Also, this year, the company introduced an additional bonus - £100 for employees who will not have a sickness for the whole month. That made the employees come to work even if they were sick. Also, in recent years, the company has introduced a target bonus for the best employees. That significantly influenced the change of culture because, from the most important value of teamwork, employees began to compete, and the atmosphere was aggressive. The company resigned from it after two months because it valued teamwork more. 
Technological factors such as involution, the era of the Internet, mobile applications, artificial intelligence, and robots. Technological innovations have strongly influenced every aspect of life, both economic and social. It accompanies the development of information delivery methods. Initially, information technology was developed by humans in prehistoric times and functioned as a system of recognizing familiar forms. They described the information they obtained about hunting and their prey on cave walls. Information technology is still developing, but the delivery and form are more modern. Information technology includes computers, various electronic office equipment, and manufacturing and telecommunications equipment (Tampi, 2022).
Although wiggle is a platform company for the system, the hardware must be updated. That has a significant impact on the culture of the organization. It is difficult to communicate because operational employees do not even have e-mail boxes, despite working in front of a computer. Information reaches employees at different times, leading to conflicts and wrong attitudes towards work because they have heard rumours or incomplete information.
With the change in the system for booking holidays, employees had to fill out a paper form for over a year and could not check at home whether it was possible to book a holiday. This old method was very burdensome for the workers. 
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Internal factors play an essential role in shaping organisational culture. These factors exist in an organisation and are related to the organisation with employees. Examples are organisational structure, leadership style, tasks (processes and procedures, task complexity, stress level) and communication (Intezari, 2018). “Ethical culture can be defined as the shared values, norms, and beliefs about ethics that are upheld in an organisation, and which can promote ethical conduct” (Huhtala, 2015, s400).
Ethical culture is a specific form of organizational culture and is a socially constructed phenomenon (Schein, 2009). Ethical issues are relevant around the world, the process of adopting and implementing codes of ethics varies greatly from country to country due to divergent control cultures and methods to counter unethical behaviour (Vitolla, 2021). 
Managers have repeatedly emphasized that teamwork is important, because although each employee met the target individually, the manager was held accountable for the target of the entire shift. Managers sometimes put their own target over the individual target, which was not always ethical behaviour because employees were billed for the individual target. The company decided to focus employees more on teamwork, so according to Lewin's Three-Step Model, it will be presented.
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As a result, employees began to have better contact and fewer conflict situations, and the shift's climate was more friendly. 
However, it was disturbed after introducing the bonus for the best employees, and employees began to engage in unethical behaviour, and compete with each other. For example, Pickers, when they had oversized items, only scanned the barcode and did not take the product with them; they just left it at the location. Then the Packers did not have the item brought, and they just had to waste time and target to move the missing item. Some employees thought that team leaders gave them worse lists because they could not be the best, and the best people were the best because they cheated. It introduced a lot of rivalry and conflict, which is why the company resigned from it to promote the essence of teamwork further.
Despite the company's hierarchical structure, everyone treated each other respectfully and friendly. Talking to the manager did not feel the difference in position. The management system was more friendly than strict, but adherence to the rules was essential. The main problem with creating a positive organizational culture could have been better communication. Employees in lower positions did not have e-mail, so the information often reached employees at different times.
The Code of Ethics is an essential tool that allows companies to increase their attention to internal policies and improve compliance with the legal system. Therefore, adopting a code of ethics demonstrates awareness of the importance of ethical issues, which forces companies to encourage their employees to behave more and more ethically. Codes of ethics are necessary elements of control in organizations aimed at directing the actions of members to the ethical behaviour desired by top management. the code of ethics is a form of personnel and culture control (Vitolla, 2021).

Fairness that can be measured is one of the core principles that most organizations consider a desirable trait. Employees perceive the fairness they receive from their employer. Employees who feel treated fairly show less absenteeism and higher work efficiency, satisfaction, and motivation, which reduces staff turnover (Shah, 2017). 
The company's employees should be treated equally, and work should be distributed fairly. In Wiggle, the target was 80%. However, it was noticeable that employees with the highest target were given more challenging tasks and required to have a higher target, even though they had the required 80%. Employees who did not meet the target were often not accounted for, did not rush them, and did not require anything. Although they had the same salary, such employees were relaxed and returned home less physically and mentally tired.
Using the McKinsey 7s, the above ethical dilemma will be demonstrated. 
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Strategy

The wiggle strategy was achieved by changing the daily target because it allowed the company to send customer orders, which was associated with revenue and customer satisfaction. Only sometimes the manager managed to make this result fair. It was often done at employees' expense in a stressful atmosphere.



Structure

The structure of the company is hierarchical and is presented in the picture below. Information is passed from top to bottom.
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Systems

Wiggle has a compatible system under which all departments operate. That is, people from the supplier department put the goods into shelves, and then people from the operational department prepare the order for the customer. So, team leaders prepare lists for the picker, pickers pick the items and put them on the trolly, then packers pack orders and transfer them to the shipping department where packed parcels are stacked on pallets and placed on trucks. Each employee is required to meet the target of 80%, which is calculated by the system.

Skills

Operational workers do not need any skills. Their job is simple. Each employee must be able to use a computer and printer. Also, have the power to work physically. However, people in higher positions should already have many skills, from dealing with stress, working under pressure, resolving conflicts, and motivating employees. So, all the skills a good manager should have. Unfortunately, Wiggle managers may have experience but must learn how to manage a team effectively. The problem with fair distribution of work results from this because when the manager does not have a target, he tries to do everything to achieve this target. Therefore, employees who follow a high daily schedule are always focused on them instead of employees who do not do their job. Such an employee should be given additional training, or there should be consequences if there is no visible improvement.

Staff

Wiggle is a large company, and there are three shifts in the operations department, each with about 40 operational employees, one manager, three team leaders and three coordinators, plus a coaching department consisting of three trainers and a coordinator. The company needs trainers to help and show the manager their mistakes. The company has no awards for the best employees to appreciate their hard work.

Styles

Managers need higher education and therefore need the appropriate knowledge. Their management system is chaotic. The problem with the fair distribution of tasks shows that the only thing that matters to them is to achieve their goal no matter what. It makes employees who reach the target feel used and not treated fairly. They often work under pressure and are stressed even though they have already done their job. Managers should find a solution to this problem, provide less effective employees with additional training, motivate them more and hold them accountable for the work done. Because it significantly affects the culture of the organisation and the prevailing atmosphere on the shift. There are often conflict situations, and the fact that managers do not have the appropriate skills to resolve conflicts is often concealed, further deepening frustration and demotivating employees. First, training for managers or additional courses that improve their management system should be considered, and rewarding employees who achieve the target should be considered.

Shared values

The company is guided by the six values presented above and emphasises teamwork. However, it should add treating everyone the same and requiring every employee to perform 80%. Employees with problems meeting the target should be provided training and the manager with additional management courses. It would certainly improve the culture of the organisation and its ethics.
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"Obviously, there is a set of tools, such as Lotus Notes, intranets, etc., which you need to be knowledge-based. But technology is only 20 percent of the picture. The remaining 80 percent is people. You have to get the culture right" (De Long, 2000, p113).
The culture that develops in the workplace is a combination of the unique national cultures of employees and the culture that develops in the organisation - the one that the organisation promotes (Alavi, 2001). People from all over the world work in Wiggle, and each has its own culture that they bring to the organisation. Wiggle is an English company so this culture can be seen in the organisation. However, the diversity of employees is a barrier because what is standard for English culture does not have to be for another culture. For example, asking "how are you" in English culture is standard for another is something strange. Following the model of Michael Beer- Beer's Silent Barriers, which is presented in the photo below, it will be shown how barriers affect an organisation's culture.
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According to the first barrier, unclear strategy and values and conflicting priorities (Esade,2017) based on Wiggle can be seen that significantly affects the company's culture. Especially conflicting priorities, because the manager accounted for the change target and the employees for the individual, it was often noticed that although the employees had their target above the required minimum, the target change did not. Employees did not understand it, which reduced motivation and led to conflicts. The atmosphere could have been better, and everyone was stressed out. Then the manager used to say that "we should work as a team", but in a situation where the employee who was almost always supposed to target had a worse day and the target was lower, the entire management team put pressure on the employee. It is recommended to change the targeting system. The target calculated per shift should be evenly distributed among employees. It is also recommended to the management team to motivate employees better and not to exert pressure because a stressful atmosphere will not achieve the goal. In such a situation, the management team should undergo additional training on motivating employees, creating friendly working conditions, and effectively resolving conflicts.
Focusing on the fourth and sixth barriers- Poor horizontal coordination and communication and Poor or closed vertical communication (Esade, 2017) it is noticeable that the wiggle company has a big problem with communication, which affects the organisation's culture. Engaging and motivating employees is more accessible if they understand where decisions come from and why things change.
Communication is a prevalent concept in everyday life, and it happens everywhere, such as at work, at home, in the shop, on the Internet, at school, and in restaurants. There are many barriers to effective communication, such as language, culture, emotions, the flow of communication, and place (Kapur, 2018). Wiggle employees need to have e-mails, which significantly limits communication. However, employees spend their days at work in front of a computer or with a scanner with access to the Internet. Employees are informed about everything verbally. Due to the level of English among employees is different, it happens that they do not understand what was said and are ashamed to ask. Also, information reaches employees at different rates, which leads to the creation of rumours and often unnecessary panic. Also, employees absent from work often later need to have the information passed on and know that something has changed. It makes it very difficult for everyone. It also often happens that managers provide contradictory information or need to answer the questions asked and make wait forever for an answer. In this situation, it is recommended to set up a personal e-mail box for each employee. Thanks to this, employees will receive information at the same time, which will reduce the gossip and tense atmosphere. Employees who need help understanding something will be able to translate it. Information will be more transparent for all employees. If employees understand the change, it will be rationally explained to them. It will improve the organisation's culture because correct communication is the key to success. The manager is advised to check the information previously provided and attend a communication course to improve their skills on communicating effectively with employees. In order to better understand the people with whom they work, it is recommended to organise country days where employees will be able to briefly talk about their culture and curiosities related to their country. It will significantly help to understand some behaviours of employees, but will also engage people, make them interested and develop their knowledge about colleagues from the workplace. The better employees know and understand each other, the better they will work together. It will also have a positive effect on reducing conflicts between employees.


[bookmark: _Toc129735770]Conclusion
"Organisational culture is regarded as a set of assumptions, beliefs, values, customs, structures, norms, rules, traditions, and artefacts. More colloquially, culture is 'how things are done around here'" (Smollan, 2009, p2). Like every company, Wiggle's culture is influenced by internal and external factors. The external environment affects the organisation's culture because the company reacts to external factors - political, economic, social, technological, legal, and ecological. The external environment exerts solid internal pressure on the organisation. Internal factors play a fundamental role in shaping organisational culture. These factors exist within the organisation and are related to the organisation with employees. Culture is created by people "technology is only 20 percent of the picture. The remaining 80 percent is people. You must get the culture right" (De Long, 2000, p113). Wiggle has six core values, but the most important is teamwork, which they strive to improve. The company promotes eco culture and informs employees by saving paper, recycling, and electric car chargers. The company is associated with sports, so in its culture, it also tries a healthy lifestyle by opening a gym for its employees. The company has some ethical issues with the culture that significantly affect employee engagement. One of the main barriers that Wiggle faces is the problem of communication. It is recommended to set up e-mail boxes for all employees to improve effective communication because it is easier to achieve goals. Organizational culture is a key element of every organization and should be based on effective communication, building an internal company community, health, and appreciating and rewarding employees. The culture should also have a good atmosphere in which employees feel that when they leave their homes, they go to a second home or a place where they can develop their potential.
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can be achieved.
Managers try to show that
work can be easier and
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At one of the three-monthly meetings of all
employees, the managers announced the six main
values of the company, and one of the important
was teamwork; we work together, we win together.
They communicated that people who will show
initiative to work in the group would be rewarded.
The change started with the coordinators, team
leaders and managers who were supposed to
show that working in a group is essential. In the
initial phase, they left their desks and helped the
packer and picker with their work. If the target was
missing, managers and team leaders were
delegated to pack and quilt to show the employee
that we all have a common goal. Managers
communicated to employees about the
importance of teamwork every day at the meeting.
Also, to do the work, team leaders often assign
one task to two/three employees to teach them to
work together. If one employee needed help
completing a task, another was delegated to help
him. The managers wanted to show the employee
that even though everyone works for an individual
target, we can achieve more by helping each
other. The atmosphere on the shift improved
significantly, and people started to be friends and
not compete with each other.

REFREEZING

After the change, managers
continued to emphasize the
importance of teamwork. For
this value to become
something natural for
employees, additional training
sessions were also organized
to improve the quality of work
in the team. The company
also organized fun days
where employees could
participate in team games in
the form of fun, thanks to
which they cooperated better
with each other. Thanks to
this change, the ethical
behaviour of employees has
significantly improved
because employees
competed less with each
other who has a better target,
but rather helping each other
so that each of the required
targets could do it.
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Fig. 3: Relationship between business environment and busi-
ness culture [10].




